Early Adopter
In our consuming culture we are increasingly aware of the need to be good stewards of our environment and resources, especially in healthcare. We are at the core of our community, often the largest employer and a large consumer of energy and resources. Hospitals generate waste materials 24 hours a day, seven days a week, 365 days every year. St. Mary's Hospital Medical Center, located in Green Bay, Wisconsin, is in the business of healthhealth of people and health of our environment. St. Mary's Hospital has been an "early adopter" of the environmental movement because of firm encouragement from its sponsors, Hospital Sisters Health System (HSHS), Springfield, Illinois. St. Mary's Hospital Medical Center is one of 15 HSHS hospitals in Wisconsin and Illinois that follow the teachings of Christ, St. Francis of Assisi, and St. Clare, who believed in "reverence for the earth" and all its living creatures. To this goal, the Hospital Sisters required each hospital to integrate environmental standards into each of their facilities and communities. St. Mary's, along with its local board of directors, took an immediate interest and the lead within the hospital system more than 25 years ago, long before other hospitals felt the need to pursue "green" practices. The core belief is that protecting our environment, along with quality patient care, is critical to the community's long-term health. The local board of directors eagerly supported this healing ministry and saw the role of the hospital as a leader to serve the community with health for all, including the environment. Over the years, an environmental philosophy has evolved to include a summarizing statement:
Environmental Statement for St. Mary's Hospital Medical Center
As part of our Franciscan values as a member of Hospital Sisters Health System to show reverence for the earth, St. Mary's Hospital Medical Center believes protecting the environment while providing quality patient care is critical to our community's long-term health. It is our goal to continue our commitment to the environment by improving existing programs and implementing new initiatives annually.
This article presents a study of what St. Mary's Hospital Medical Center accomplished over the past two and a half decades by taking responsibility for the environment as a health issue. This stewardship under the guidance of HSHS, the goals of "reverence for the earth," and the local board of directors provides a steady direction as St. Mary's Hospital Medical Center continues to find new ways of making a positive presence and impact on the land for which we are responsible. These efforts have evolved as we have invested our dollars, our collective talent and skill, as well as volunteer hours to make our environment cleaner and healthier. It is an annual commitment that has grown rapidly through the enthusiasm and creativity of our managers and employees.
It Was the Right Thing To Do
In the early 1980s employees rallied together with a community team as part of a community-wide project called RiverBay Clean Up. The initial enthusiasm started with employee groups that volunteered to go out into the community and pick up trash along the shores. Later, another community effort was initiated with "A Day at the Museum," which was a challenge to see who could be most creative with ways to recycle and reuse materials. St. Mary's employees were creative and competitive, and they often won awards for their environmental efforts.
In 1984, our Nutritional Services department began donating good, leftover food to local food pantries. It was mission-driven to help those less fortunate while not having food go to waste. Addressing the needs of the hungry by sharing what we have is important to us. St. Mary's currently provides 12,000 pounds of food each year to several food pantries. St. Mary's also serves as a preparation and delivery site for the community Meals on Wheels program.
In 1996, as HSHS continued to require its hospitals to integrate "reverence for the earth" into its operations, several employees formed the initial "Green Team" to brainstorm ideas to meet the challenge. One idea was to capture and improve the storm run-off water from hospital parking lots. Pollutants such as gas, oil, and salt coat the parking lots. When snow and ice melt, or it rains, pollutants dissolve in the water, which flows into sewers and eventually into the Fox River, headed for the Bay of Green Bay and the Great Lakes.
In 1998, a storm water management system was built on campus to capture all storm water run-off. For the past decade, all storm water is sent through a unique filtering system that extracts the pollutants and releases purified and clean water into the river and ultimately into the Great Lakes. In 1998, this process was the only one of its kind in a northern climate. Cleaner water and fewer pollutants entering our environment improve the health of the river-including the fish, a food source-while indirectly reducing health hazards for the people who live in the Green Bay/Great Lakes area. This project received national recognition and several grants from state and federal agencies to become a prototype project for third world countries to consider for implementation as appropriate in their climates.
Environmental Action Continues
While these earlier programs continued, a new director of Environmental Services was hired. With a keen interest in environmental issues and a passion to make things happen, she raised awareness to a higher level and initiated additional environmentally friendly programs. We now had an internal champion to continue and grow the "reverence for the earth" mission of the Hospital Sisters. With her leadership, the Green Team tackled recycling, reduced medical waste, located and eliminated unused chemicals, streamlined energy use, developed programs to go mercury-free, and improved green space on our campus.
Recycling Gets Everyone Involved
Paper, plastic, aluminum, and daily trash from throughout the hospital and office areas was audited and every area provided with appropriate recycling receptacles. This was an effort everyone could become involved in and feel good about while contributing to the improvement of the environment. Formal in-services were held to train staff. Refresher mini-classes at department meetings along with articles sent via our internal employee newsletter and intranet reinforced the environmental message to every employee and physician, reminding them how and where to recycle.
St. Mary's took environmental practices to a new level in 2003 with member-safely reused. St. Mary's formerly consumed 16 gallons of xylene per month, but the distilling process reduced that to 4 gallons per month. The positive result is less chemical needs to be handled, disposed of, and purchased.
As of 2007, St. Mary's overall recycling rate has increased from 31.5 percent to 40 percent, which means in all our waste streams, 40 percent less trash is sent to the landfill. In the calendar year of 2007, we had a total of 806,515 pounds of waste materials. We recycled 327,536 pounds of materials, which went to other sources or was recovered by other companies, and in many cases turned into other "new" products (see Table 1 ). We often received revenue for materials recycled. It is our annual goal to keep increasing the percentage of recycling pounds while decreasing the percentage of true waste that is headed for the landfill. 
Giant Steps
Medical waste, such as tissue and fluids from surgeries and procedures, is collected in suction canisters, which previously were discarded as trash. St. Mary's purchased a fully automated suction canister transposal system that now handles all surgical canisters safely. No employee has to handle any surgical waste, as this system safely processes the waste in an environmentally sound manner and sterilizes the canisters for reuse. We are now safely recycling and re-using 7,000 canisters annually. That means 7,000 fewer canisters in the landfill! We expect this system to pay for itself in 4.5 years.
In another project, we partnered with a company that manages sharps disposal. The company provides receptacles, and retrieves and disposes of all sharps materials. The receptacles are completely safe, and once again, no employee handles any sharps. St. Mary's Hospital Medical Center will have to purchase 1,608 fewer receptacles. The savings realized in this program is $9,422 annually. This trend of partnering for sharps disposal is a new trend in the Midwest, and our hospital, along with the 12 others in our health system, is one of the first to adopt this newer environmental arrangement.
A Smoke-Free Hospital and Campus
For the safety and health of patients, families, and employees, St. Mary's Hospital Medical Center is completely smoke-free within all buildings as well as outside. For the entire campus, including parking areas and green spaces, smoking and tobacco products are prohibited.
Chemical Rounding
Healthcare technology and procedures advance or change as do the supplies and educated employees to be aware of products that aren't used any longer. The team sought out expired chemicals and caustic materials and also cautioned departments not to over-stock too much of an item.
The Chemical Rounding Team also consolidated materials with other departments, which increased efficiency and safety, and reduced costs. In addition, the team took the opportunity to fit employees with current personal protective gear and to check for proper secondary containers and labeling. It also advised departments on proper storage areas to ensure fire and chemical safety.
Streamlining Energy Consumption
Energy usage affects everything we do today and in the future. Therefore, when St. Mary's Hospital Medical Center needs to make changes with major equipment, energy conservation is at the forefront of decision-making (See Figure 2) . Focus on Energy is an organization that works with Wisconsin residents and businesses to install cost-effective, energy efficient, and renewable energy projects. Focus on Energy supplies grants to make energy changes that help to control the state's rising costs and growing demand for electricity and gas.
In June 2006, a desiccant dehumidifier was added to our new surgery air handling unit. This system cools surgery faster and removes condensation. The surgery rooms are run at a cooler temperature, which is safer for the patient having surgery. The savings realized on this unit was $28,375 per year, with a payback of four years. Focus on Energy paid St. Mary's Hospital Medical Center a grant of $13,352 to help fund this acquisition.
In April 2007, St. Mary's began the project of replacing four older air handling units with one larger unit. The savings per year is $5,945 in power. Focus on Energy gave us a grant of $3,565 for this.
In March 2008, St. Mary's replaced another older air handling unit that serves the kitchen area. This project will save the hospital $9,431 per year in both electricity and gas. Focus on Energy gave a grant of $6,100 for this project. For all of these efforts, St. Mary's Hospital Medical Center became an Energy Star partner.
St. Mary's Hospital Medical Center does load shedding in the summer months for Wisconsin Public Service on peak days. When there is a large draw of electricity, the hospital starts a small generator, which runs one of our larger chillers. For having this capability, Wisconsin Public Service deducts $1,500 per month from our electric bill from April through September.
Another Major Effort: Making Medicine Mercury Free
Removing mercury from the healthcare environment demanded great attention to detail in clinical and plant operations areas. H2E, which sponsors the Making Medicine Mercury Free award, created guidelines for establishing safe handling protocols and spill clean-up procedures for mercury. St. Mary's Hospital Medical Center implemented these procedures and began extensive education and training of employees about facility protocols, including information about mercury When St. Mary's Hospital Medical Center needs to make changes with major equipment, energy conservation is at the forefront of decision making.
and its effects on human health and the environment. A mercury-free purchasing policy was implemented that banned the purchase of mercury-containing items without approval (e.g., if a non mercury alternative was not available.) Clinical and facility devices were replaced with non mercury alternatives. All mercury devices were disposed of properly and safely.
Community ConnectionsMercury Thermometer Exchange
The mercury-free initiative was taken into the community. The Temperature is Changing at St. Mary's was the name of a program offering the public a free digital thermometer in exchange for a mercury fever thermometer. In May 2006, a oneday thermometer exchange event was held from 11 a.m. to 6 p.m. The general public could drive through the Emergency driveway under a weather-protected canopy to drop off mercury fever thermometers and receive a free digital thermometer. Consumers were given instructions in ads and publicity on how to safely secure their old thermometer for transport to bring it to the hospital for exchange.
An exchange station was set up so that people did not have to get out of their cars. A day in spring was chosen so this could be done outdoors, and we were lucky enough to have good weather. Signage and creative latex-free balloons were used to draw people to the correct entrance. Many area vendors donated refreshments, digital thermometers, and 
Demolition Recovery and Green Construction
We are also committed to green construction, as it is the right thing to do.
During earlier interior construction projects, St. Mary's required vendors to separate metal, copper, and cardboard for recycling. Now that mandate incorporates a wide range of other materials to be recycled. In all current and future construction projects, St. Mary's and its architects require that the guidelines in the Leadership in Energy and Environmental Design (LEED) Green Building Rating System be followed.
In 2005, during our construction project for a new Emergency Department and new surgical suites, we began recycling construction debris throughout the course of construction. We recycled 21.85 tons, or about 24 percent of the project. Our environmental champion even recycled some of the demolition debris to construct tile and metal flower arrangements for an H2E conference.
In 2007, St. Mary's Hospital Medical Center began constructing a new wing onto the existing hospital for cancer care. In order to make room, an outdated clinic building was demolished. With the vendors proactively involved, 81 percent of the demolished material was recycled. Concrete, asphalt, clean steel, mixed metal, and copper were separated as they were removed and hauled to recycling centers. Also diverted from landfill or incineration was land-clearing debris, asphalt, Portland cement concrete, concrete masonry units, brick, clay products, and ceramic tile; wood products, including pallets; metal, insulation, asphalt roof shingles, glass, gypsum drywall, acoustic ceiling tiles, resilient flooring materials, In all current and future construction projects, St.
Mary's and its architects require that the guidelines in the Leadership in Energy and Environmental
Design (LEED) Green Building Rating System be followed.
carpeting, paint, plastics, cardboard, paper, and packaging; and field office waste including office paper, aluminum cans, and plastic bottles. (See Table 3 .) There will be no polyvinyl chloride (PVC) products in any materials used for the construction. In past years, it has been difficult to find vendors that offer a variety of PVC-free products, but now that the concept of "green construction" has grown, we are currently working with vendors that have a wider variety of natural rubber or ceramic flooring, PVCfree wall covering, PVC-free glue, and PVC-free paint and laminates. The west wing addition of our facility, currently under construction, is a regional cancer center, and we believe it is important to use green building practices to construct a treatment facility that will be helping patients regain their health.
Healing Green Spaces-The Power of Landscaping
Green spaces are vital to the appearance of the hospital campus, and they create a healing atmosphere. Twelve years ago we developed an outdoor prayer garden constructed with eco-friendly materials. A local donor provided funding to establish the brick pathway, outdoor seating, and a statue of St. Francis, along with perennial and annual plants and shrubs, which were nestled into the space just outside the hospital chapel between two wings of the building. The shrubs provide privacy and decrease noise from the adjacent busy street. The prayer garden is used daily by patients, families, and employees, who pause there for a moment of prayer and peace.
Throughout the campus, seasonal flowers and lawns provide an inviting environment where people can also sit at picnic tables. The recently completed Emergency Department also has a healing atmosphere, with a wall-mounted water garden and plants in the waiting areas.
For the new construction project, healing "infusion gardens" are planned as a vital part of the interior atrium design and treatment areas for the cancer center. The creation of healing gardens at both the ground level and rooftop will provide places of serenity and gracefulness for patients and families to reflect and re-energize. The healing gardens are being called infusion gardens because the infusion patients in the cancer center will look out onto them as they receive their treatments.
The landscaping consultant is including a lot of water in the design. There will be water fountains in the healing gardens for the cancer center and outside in front of the atrium, in the center of the drop-off area.
The roof is being prepped for a rooftop garden area. Timing for its completion will be staged to fit with plans for additional expansion, if more floors are added. Table 3 Table of Recycled Materials equipment. For example, there was a patient monitor that had no EKG cable, no blood pressure hose or cuff, and no oxygen sensor. The team tracked down and ordered various parts, then assembled them and repaired the unit.
F E A T U R E
As equipment was repaired and prepared for shipping, the bio-medical team made sure ample supplies and accessories were included. In a developing country, access to these supplies is nearly nonexistent. The bio-med team included extra bulbs, batteries, and other common parts that needed to be shipped with each item. Overall, the team checked out and assembled more than 100 different pieces of medical equipment, valued at more than $120,000, in its four-day repair marathon. It also identified nearly 70 additional items that needed parts and/or accessories.
Proper disposal is vital. If developing countries are sent unusable equipment, they do not have proper methods to dispose of the equipment. At Mission Outreach, any unusable items are disposed of in a safe and environmentally friendly manner.
Challenges: Past, Present, and Future
Our commitment at St. Mary's Hospital Medical Center with the guidance of our sponsors, Hospital Sisters Health System, is a long-term pledge, and for that, our financial investment continues to be a challenge as well as an opportunity. The cost of recycling and reusing materials is often more expensive than adding to the landfill, but in the long run, we want our earth healthier for its citizens today, and for future generations (See Table 5 ). We have partnered with agencies and organizations that have helped us with grants, and yet we also choose to endure costs to Sisters Health System, recycles used medical equipment and supplies to third world countries. Through the HSHS Mission Outreach Program, equipment is collected and transported to a Mission Outreach warehouse in Springfield, Illinois. HSHS Mission Outreach is also a preferred partner with the U.S. Navy Project Handclasp, which employs Navy ships to distribute medical equipment and supplies worldwide to needy countries. See Table 4 In January 2008, one of our contracted employees became a team leader for a group of volunteers from TriMedx Foundation who traveled to the Mission Outreach warehouse in Springfield, Illinois. Together, this team worked with the logistics and warehouse manager to identify equipment in need of repair and servicing to make it operational before shipping it to healthcare providers in developing countries. Bio-medical expertise was desperately needed to make the equipment useful. Most often equipment is donated with missing parts and accessories or no operation and service manuals. This volunteer team worked for four intensive days to check, test, repair, assemble, order parts for, and repair many types of medical Overall, the team checked out and assembled more than 100 different pieces of medical equipment, valued at more than $120,000, in their four-day repair marathon.
20 • front ier s of h ea lt h s e r v i c e s m a n a g e me n t 2 5 : 1 in the community and region who help share some of these costs. It is estimated that during the past two decades we have invested a million dollars, and we will continue to invest, as efficiently as we can, to make this annual commitment to "reverence for the earth" a priority.
Hindsight Insight
St. Mary's Hospital Medical Center started small and kept building upon new green, sustainable opportunities. If I were to advise other hospital chief executive officers on how to get started, here are some recommendations: Engage your owners in the commitment to improve the environment-Share with the board of directors, advisory committees, physicians, department directors, fulfill our ministry of leaving the earth and the health of those who inhabit it in better shape. The future holds more partnerships for us, such as the sharps disposal vendor, to ensure the health and safety of our employees and patients. Healing the earth also heals our patients, the people of our community, by providing cleaner water for the fish we eat and better soil for the gardens that grow food.
We choose to have green space on our campus, sometimes compromising our parking spaces. We choose to filter our storm water run-off; invest in the most energy efficient heating and cooling equipment; and pursue recycling, reuse, and recovery. As we move forward, we have a cumulative financial investment and rely on volunteer hours and partners Table 4 Where Our Recycled Equipment is Being Used people find purpose and meaning in giving back to the environment and the community.
F E A T U R E
Partner with community leaders-Get to know and partner with city planners, the mayor, the city council, and governmental agencies. If you are proactive with them and they know you care about the environment, these officials will be more likely to be positive and cooperative, and they will be less likely to criticize the hospital for being a high-end consumer and waste producer. If they see your intentions and efforts, positive perceptions and relationships will develop. Everyone cares about the environment of a community. When talk of taxation and your tax-exempt status comes up, hopefully, they will remember your investment of money and time improving the community and will be more aware of your service commitment and charitable ministry.
Find more partners-Get more people on board with your goals. Share your passion. The more people you have partnered with you, the greater your impact. Look to all contacts, vendors, advisors, patients, employees, and acquaintances. A side benefit will be a growing positive image and more resources becoming available to your projects.
Tell your story-Every other year, or whenever we have new programs to share, we tell our story with printed brochures (printed on recycled paper and with environmentally friendly ink), news releases, and letters. We communicate with politicians, legislators, city officials and healthcare associations, board members, advisors, physicians and employees, news media-everyone. As our prosperous nation is viewed globally as a large consumer, we are doing our part to make the world better and we communicate about it. and employees your ideas for an environmental initiative. Tell them your goals, your ideas, and your passion for the projects. Ask for their ideas-and their help. Perhaps a board member owns a company with whom you can partner to share costs and accomplish recycling. Look to your employees, owners, and vendors to help donate supplies, services, and time. It will be enjoyable for all, as most 22 • front ier s of h ea lt h s e r v i c e s m a n a g e me n t 2 5 : 1 We are making positive changes about environmental sustainability, something for which Americans care deeply. Take small steps to get started-Start with a few small ideas, like recycling paper, plastic, and aluminum, then carry it throughout your organization. Ask employees closest to the work in a given area to suggest ideas. The xylene distiller project we did was one of those departmental ideas that is making a large, ongoing impact. Using bio-friendly materials that are able to be sanitized and reused is one small item, but long term makes a big impact. The little projects add up to a collective, positive impact.
Conduct environmental audits, department by department, with a positive educational approach, and keep information in front of constituents so they are reminded to continue their recycle/reuse efforts. It takes everyone, every day, doing a small part to create a big influence.
